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PUEFACE 


The basic intent of this parer is to outline information 
which might be utilized to provoke mature thinking on the part of 


the youncer officers concerning the vraetice of economy in the 


services, Time has limited me te only partial coverage of this 


broad gubject, It should not be surprising, therefore, that sone 
ef the thoughts eentained in these vares may seen somewhat sketchy 
or thet more extensive examples are not ineluded, Critica may 

find certain statements insufficiently suynorted cr implying eo 
tradietory eoencepts, EFxapansion of this nacer to adequately ox. 
plain such statements might at least double the time, verbiage, 
and redundency employed to tell the story thug far, However, it 
is hoped that such material as is presented will demonstrats the 
tenor of the effort advocated and the snirit in whieh it is 
offered, 

It is fuliy realised that many of the premises herein 
stated are oversimplified and that factors bearing on the ceonomy 
problem are as complex as the natures of the seonle involved; 
however, the majority of military officers are probably not exe 
posed to sufficient information to previde them with a full come 
prehension of their respective varts in our efforts, ith this 
in mind, the subject matter is presented in a language which 
should be generally intelligible to the officer corps of the 
service, 
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CHAPTOR I 


PRENIGES 


The role of the United Stetes as world power and tts 
assumption of leadership in the affairs of the free world has 
brought about heavy demands on the resourees of this country in 
the forms of men, money, and materials, In the faee of the 
aggressive pressures exertec by the Soviet bloe of nations, our 
nationsl leaders have determined that large standing military 
foress are necessary to the baexing and implementation ef sur 
efforts to maintain peace anc to better the lives and goals of 
the world's free neopvles. Since there are certain limitations 
on the extent of resources available to aceomplish these ains, 
a high degree of economy in the utilization of these resources 


is mandatory if we are to streten them to cover our commitments, 





part in the military services is to ereste the greatest 
possible coneentration of force, or firenower, out of such re~ 
sources as are 2lliowed to us, whieh may ve aprlied at points 
deemed appropriate by our national leadership, It has been 
observed that the great majority of personnel in the Navy have 
only a small conception of the reasons behind eccnomy require} 
ments and of their moral obligations in actively assisting the 


effort toward economy; there is et best an extrecely vayue 





understanding of the relationship between the ecanmon denominstar 


of military resources, the tax dollar, and the end naval product, 


concentrated firepower, It is intended in this »aner to wrovide 
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| @ Somewhat simplified exnilanation of the forees snd ideas behind 


the necessity for economy, The shilosophy set forth herein sight 
well be used as a besis fer the indoctrination sf lower echelon 
personnel in the suprorting cooperation required of them to ereate 
the maximwa concentration of nower vithin resource limitations set 
upon us, It is further intended to show hor proner conntroller- 
shin attitudes can aid and implement such indoctrination, 

Everyone knows that his taxes are more than he would like 
to pay. Host peornle are eauagliv conseiousg of the faet thet the 
money to run @ goverrmment and to maintain naval foreecs must cone 
from taxes collected fram the populace and various business 
enterprises, But two questions are often posed by the layman: 
“That is the prover proportion of tames and governaent services? ' 
and “llow can we alter things to set more serviecs out of Less 
taxes?” It is intended to delve into these mattors in subsequent 
chapters, 

The question of availability of resources is ane whieh is 
familiar to wany peonie in wartime, but which is omliy vaguely 
engountered in other times, It is intended to show that rezources 
in peacetime ere highly important in our economic pattern, though 


the emohasis in degree and category may not be the same as in 


total war, A major portion of the subsequent matter will deal 


with tho eonservation an® utilisation of resourees. 
Mweh has been made of the fset that thers is no “grotvit 


motive" in the military services which would orevice the incentive 
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toward economical employment of resources, This contention is 
oniy partially valid, Many businesses are conducted in such 
manner that no material profit secrues to its employees, Yet 
morale may be high and the business may expand, Thre "nrofit" in 
the econduet of military services may be sonsidcered to be eco 
nomies effected in the use of resources ~ econanies which may he 
converted to 4a greater number of ships, millitery divisions, or 
air sauadrons wrich in turn would augment the conecentratian of 
firepower, On the other hand, it may be vegardec as economies 
whieh result in reduced taxes or in the allceation of unnecded 
miijitary funds to other purposer such as building of sehools or 
roads, ither way, at least a part of our “profit motive" is in 
oroviding ourselves with something we do not have by redueing 
unnecessary or “unprofitable” elements of military efforts, It is 
applicable in voth wartime and times of peace, 

It fe realized that the effort toward economy runs counter 
to many of our natural ambitions and fralities. It is no bananza 
for the empireebuilders, It counteracts the efforts of individce 
mals who would favor large staffs to do some of the thintcine and 
work that they should do themselves, or those who vould build a 


sort of Utopian service where effort would be at a sinimum and 


“fringe benefits" at their maximua, There are more than a tow 


of these types employed by the services now, Rather it places 
an obligation on everyone to put forth reasonable onergics vhien 
in the end will nroduee material benefite in more useful forms 


than presently exiet. 
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CHAPITR IT 


THE Corr OF MALIVARY rrrant 


The serious question of how sreat our national military 
effort should be is one which probes the hishest offices and 
@ouneils of the mation for an answer, The tational Seeurity 
Council and The Joint Chiefs of Staff are both charred with 
responsibilities which ultimately amount to determination of the 
seope of this effort. The precess is never simple. It is mich 
more than & matter of estimating the world political and military 
situation and then fixing a budget ceiling which will sive us 
reasonable protection, The pronortions of military effort not 
only taize inte account the effect of & large military machine on 
the total economy; they cso baek to the morality and necessity of 
making war itself, 
4g moans which appear to foreshadow the doar of eivilli- 
gation, such ag the hydrogen bomb, are develoned, we must ponder 
the aetual elimination of war, Gn the other hand, this should 


| 
| 
| not be considered as renunciation of military preparedness: 





In the past, when this danrerepoint in the history of 
the relations between Var and Civilization has been reached 
and reeognized, serious efforts have sometimes been made 
to get rid of Var in time to save society, and these ene 
deavours have been apt to take one or other of two alterna- 
tive directions, ,» . . A personal refusal to lend himself 
in any way to any war weeed by his Stete for any nurnose 
and in any cireumstanees is @ Line of attack against the 
institution of War that ig likely to apveal te an ardent 
and selfesacrifieing nature; by comparison, the alternative 
peace strategy of seeking to persuade and accustom Covern- 
ments to combine in jointly resisting ageression when it 
comes and in trying te remove its stimuli before>and may 
seem & clreuitous and unheroie line of attack on the proplen, 
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Yet experience up to date indicates unmistakably, in the 
present writer's opinion, that the second of these two hard 
roads is by far the more vromising, 
the concept of joining to resist aggression has been utilized in 
past history, but never to the extent now evident, It is ores- 


ently exemplified in the United Nations, North Atlantic Treaty 


| Organization, and various mutual suxnort pacts among natione of 


the free world, Through such instruments the sige of our own 


military effort is tempered by inducing other nations to build 


forces whieh, in combination with ours, will cause the provoeca- 
tion of war by an agreresgor to appear eatastrophic., At the same 
time military efforte can be held within limits which will pro 
vide &@ good climate for improvement of the welfare of all peoples 
concerned, 

Should anyone desire to fo deeper into causes, he may 
wonder at reasons for his existence or the reasons for and the 
effects of war, ‘Sueh a diseussion, while illuainating, is beyond 
the seope of this paper, 4uffice it to gay, however, that a 
search threugh various :eadings of history and philosophy should 
temper anyone's balance of nersnective between a policy of torce 
and of reaching humanity's goals by other methods. Religious 
teachings and the dissertations of philosophers tend to mellow 


thinking along thege lines, Dr. Vannevar Bush kes written sane 
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Searching passages in his £o¢gern Arms and “ree Hen concerning the 
development of life and its fight for survival, Anproachine from 
another direction, Arnold Toynbee has 
» « » indeed subscribed to the conelusion--no new 

discovery{<-that Var has proved to have been the proximate 

eause of the breakdown of every civilization which is 

known for certain to have broken down, in so far as it has 

been possible te anetlyze the nature of these breakdowns 

and to account for their ceeurrence,3 
Intensive reference to such litersture micht indeed tend to bring 
us to pacifistie or isolationist thinsing were it not for the 
history of nations which have allowed themselves the luxury of 
sueh thinking, On the other hand, too narrow a view toward the 
announeed aims of Comzunisem and resultant submission to fear 
Gomplexes might heave the danger of creating a hypermilitaristic 
| ecomomy, and this internal danger would be at least as great as 
the menace from outside, The size of our Corees, therefore, mus 
be &@ synthesis of a11 of these concepts, It must take into 
account the abstract considerations as well as the cold hard facts 
of avallable resources, t must be reasonably palatable to the 
people and based on sufficiently obvious reasoning to elielt 
| their support, As @ tradition the United States, cf course, does 
not use aggressive warfare as an instrument of policy, and ore- 
ventive war holds favor in relatively few cireles, In practice, 


therefore, our seope of preparedness must assume sueh pronortions 


that we provide some reasonable defense while at .he same time 
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tailoring our foree for rapid expansion and Cor ranid aasunmntion 
of the offensive in ease of attack, Instead of building vast 
reserve stocks of eauinment which may deniete ressurces and never 
bé used, our mobilization canability must :ely on the continuing 
expansible productive caracity of industry together with rela» 
tively small reserve stocks needed during the early stages of 
mobilization. Manpower requirements must be met by a moderate 
foree in being ecounled with a vigoreur and readily callable re. 
serve program, Within these limitations, emphasis on various 
defense ectivities is indicated best by President Fisenhower: 


First, a realistic limitation of ermaments and enduring, 
gust peace remain our nations] gcala; we maintain yovwerful 
military forees beeause there is no present alternative - 
forces designed for deterrent and defensive purnoses alone, 
but able instantly to strike back with destructive power in 
response to an attack, 


Second, we must stay alert to the fact that undue reli- 

ance on on@ weapon or preparation for only one kind of were 

| fare simply invites an enemy to resort to another, (le gust, 

| therefore, keep in our armed forces balance and flexibility 
adeauste for our purposes end objectives, 


Third, to keep our armed forces abreast of the advances 
of seience, our military planning must be flexible enough 
to utilise the new weapons and technicues vhich flow ever 
more speedily frow our research and develonpuent programs. ..e. 


Fourth, pending a vrorid agreement on armament limita- 
tions, we must continue to improve and expand our supvlies 
of nuclear wearons for our land, neval snd air forees witile, 
at the same time, continuing our encouraging progress in 
the peaceful use of atomic power, 


fnd fifth, in the administration of these costly proprraims, 
ye must demand the utmost in efficiency and ingenuity. ‘e 
must essure our people not only of adequate protection but 
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ifiion 
Sise of a defense that can be carried formard fren yger to 
year until the threat of aggression hes disappeared, 
All of these considerations imply a buildun of some segmente of 
defense at the expense of others, and they necessitate a maximum 
development of fighting potential within tae limitations of re- 
sources allowed for our employment, 

Thig, then, is the scope of our military effert, It de~ 
vives from @ reasoned balance amenmg the philososhies expressed 
above and the hard facts pertaining ic our existence, 

in summation, the military is but one phase of a national 
endeavor which not only vrovides our daily necessities but which 
attempts to assure these things: 

1, The greatest freedom to individuals to pursue t>eir 
chosen ways of life, 

a, the growth of our economy and the welfare of sur 
people, 

3. The assistance of Cforelgn neovles to advance sid 
cefend themselves, 

4, The neeessary governmental contrels for the ecawmon 
good, 

5, National seeurity forees, wich in combination with 


these or other nations, will deter aggression or avart war with- 


‘out bringing us to our economic knees, 









*>resident Dvight D, tisenhover, Bi th “~~ 
ne Union, presented in his mescage to bongrese 0 on Tanuary Ys 
S Cashin aeeey? D, C.: Sashington Post and Times Verald, 
jamtery 7, 1955), 16. 
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CAPTER ILI 
THE ECONOMICS oF MILITARY RECOURCKS 


The United States has emerged from (crld ‘ar II both as a 
leader in world affairs and a protector of its freadoes, Exten— 
sive resourees heve been marshalled to aceomnlish our inhérited 
responsibilities and goals, The resources at our command econsti-~ 
tute a considerable sunnly and a great vronortion of the world's 
totsli; yet there exist searcities when viewed from specific angles, 
If the searcities are understood and acted upon aprrocriately, the 
Gommon good may result, If they ere not understood’ by thase of 
@ll echelons who employ resources, we will almost surely continue 
to hoard and vaste resources which might be more profitably en 
ployed in other fashions, One of the most important things for 
military personnel to understand is that the building of the 
nation's potential requires the alloeztion of vital resources to 
many other activities besides military installations and hard 
goods, and besides soldiers, alrmen and sailors, Unfortunately, 
this canceypt apvears not to vermeate the services far enough, 

Thet the military wan (and the eivil servant) is sealous in pro 
viding himself with the resources to accomplish hie assigned 
duties is commendable; that he too seldom strikes 4 rational 
balance in his requirements is not, Whether ignorance, self~ 
aggrandizement, or negligence causes wastage of resources, & 
program for edueating nergonnel in basie alms and polieles, in 
limitations on avallability of resourees, and on efficient emnloy-} 


ment of resources might have salutary effects. To this end it is 
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lappropriate to diseuss military resources in relation to the total 
economy of the nation. 

Economie resources are employed in several ways in this 
country, which, while not directly a function of a military de- 
partment, still cemtribute to the military notential of the nation, 
The more obvious activities are foreign ald, “DAP, atomic energy, 
and economic mobilization; more subtle contributions are through 
health and education prograns, roadbuilding and other subsidize. 
tion of transportation, arrieultural erograms, and propaganda 
efforts, Militery personnel usualiy do not think of these things 
@s military, and indeed they probably should not, Rather they 
should consider their ovn militery activities aa an extension of 
the whole civilian effort, There is an urgent need for military 
efficers to heeome better acquainted with and to work more closely 
with the civilian component of our society, There is adequate 
consciousness of the fact that civilian production and invention 
are important items in the military process, but it appears that 
few military men below senior ranks realize the extent to which 
the success of military activities is dependent on civilians and 
on efficient allocation of searce resources to various other 
facets of the nation's endeavor, Though the imnortance of 
military forces should not be slighted, we must emnahasige the 
breadth of the effort which becames our nationel seeurity, A 


strong presentation of the relative place of our military in the 
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pleture ig made by Hanson baldwin: 

Vietory in modern war ia mo longer won by the big bate 
talions but by the big factories, backed by the big Laborae 
tories and the busy scientists, This has been increasingly 
true sinee the industriel revolutions | Porrest's "to git 


thar fust with the most" now must be paraphrased te “git 
thar fust with the greatest fire power," 


Medern war is “total” far beyond the imagvination of oven 
those who coined the phrase; it enlists the whole effort of 
the nation and directs the flowing stream of history, . . « 
Total war means totel effort, and the peacetine preparations 
for it must be as comprehensive, at least in outline form, 
as the execution of it. Conseghently the effeetes of total 
war transeend the period of hostilities; they wrench and 
distort and twist the body politic and the bedy eeonomic not _ 
only after a wer (as we are now seeing) but prior to war. . .” 

Although we may net all agree with the strength of this argument, 
we should etill understand that vrenptredness is not the business 
of the few military, but of the many, including industry. Con» 
sequently, our resources must be divided in accordance with our 
intended scope of military activity.3 

Military resources, in a broad sense, ineluce personnel, 

materials, and funde, Sinee the price of each of these resources 
is convertible to monetary wiits, there is @ natural tendency for 
the uninformed to assume that our difficulties ean be overcome 
by the simple expedient of obtaining more appropriated (Cor 


@llotted) funds, Insufficient thought is given by such nersons 















luangon #, Baldwin, The ower (New York and 
London: Harper & Brothers, 1946), 14, > Baldwin is a military 
eritic for the New York Ties, he the tine 1@ wrote this hook 
the author was chairman of a study group on "National Fower and 


Foreign Poliey” constituted by the Council on Foreign Nelations 
for who The Cries of Layer 1s published, 
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to limitations and relationships encountered in the eapleyment af 
military resources. ‘ince requirements for men, money, ond 
materials are usually generated by fleld interpretation of head. 
quarters plans, and since formulation of reculrements is most 
frequently on an histories] basis, the demands of fleet or field 
units are not infrequently highly inflated by the time they be- 
 @ome converted to budget dollars, A padded or "jJugt-in-care” 

| addition to & reasonable requirement may result in multiple 
increases in supporting reeutrements. Rot only does this bring 
about wastage of resources, but it ineurs the distrust of Conrress 
and public if discovered, Requirements, therefore, must reflect 
aetual needs, but must include a minimum of cantingencies and 
unproductive conveniences, 

Observation indicates that the use of military resources 
might be improved by a program of edueation for personnel serving 
in unites or junior ataff capacities, ‘%fficers ang officials in 
high positions often become highly insulated fram the mechanics 


of an operating fleet and shore establishment and, while they are 





undoubtedly in a position to see a wide view of the Navy's needs, 
| they are often elaborately sereened by subordinatos from finding 
wasted motion or inedequacies in their organizations, ‘Suen an 
.imedequacy is the greet lack of understanding on the part of unit 
officers and men concerning the Llimitetions involved in the eme 
ployment of personnel and materials, That there isn't enough 


money ig usually well understoods that one of the reasons sehind 
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this eeareity is a eumnlative failure to achieve the best utiliza- 
tion of men and materials is not renerally comprehended. By under 
standing even to a partial extent the seope of our problems, 
| Pendue personnel may achieve collectively a very sisnificant 
savinge in their usage and requirements of men and materials, It 
is probable that in any educational program of the sort antici- 
pated treatment of the subject can be only in general terms and 
no phage can be covered sufficiently to tell a eonnlete story, 
However, enough information shovld be disseminatec to vet across 
ithe point that (1) fulfillment of military reaufroments resresents 
a tremendous number of economic, political and social compromises, 
and (2) that field persennel themselves hold an important key te 
providing nore and better combat units within limitations ov the 
resources availeble, In addition, it snoulé be pointed out that 
wartime conditions would imsose even creater obligations for 
@onserving rezourcess; times of peace, therefore, should be utile 
iged in part in seeking methods for aceonslishing such conservation, 

There are other considerations of economy and efficleney 
whieh belong to a study of resouree utilizetion, same of writh 
are organizational or which relate to differences between condi-~ 
tions of peace and war or between forward area ani rear area 
employments 

. the possibility of inereasing effielency within the 


military departments devends very largely unen the possinility 
ef changing the systems within these departments, jciost such 
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changes are systematic, not goer and most are gradual 
over several yeers, not ranid ant sudden, It is wrokeble 
that the most rom sing principle to fovern any such chances 
is that of authority and responsibility, In the military, 
this principle, though widely preached, is also widely defece 
tive in that the authority and responsibility fer the use of 
resources, whether monetary or expressed in other terms, is 
not coequeal with that for accomplishments. The budget systen 
is relevant to this problem, but is only nert of it, The 
budget can provide the meenanics whereby achievement sand 

cost are systematically related at every echelon, But the 
usefulness of such measures denends nron motivations and 
ineentives, themselves intimately related to organizational 
patterns and to the system of personnel administration, 
Ultimately, the hone of creater efficiency in the military 
departments hinges upon the adantation to this frame of 
reference of the eareer pergonnel system, 


The attitude of most people is perhavs to aceommlish whet they 
believe to be & reascenably good job within the inetruections isaued 
to them, A smaller groun believes in cetting by on ag Little work 
as possible, In elther case, there is a great tendeney to Teather 
own nests or to put individuel desires ahead of the team effort, 

feonemy recuires @ team effort to make it offeetive, It reauires 
carable ieadership by military commandere who are chosen in a 
higher derree of selectivity in Lower echelons than now exists, 
The present “eareereplanning" practice of attempting to spread 
each leadership billet among as many persons as nossible tends to 
engender medioerity, If a man has a moderately decent record, bis 
turn wlll come. Ee need not put forth extra efforts or be highly 

-Gompetitive in his outlook; the desirable job will probably be 


piven to him, The outstanding man in turn realizes that he has 
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Frederick GC. ios’ er, a. ron budret 2 theory. ivan EGS 
| Glew York: Amerioun Bookectrotford Press, Ines, 1954), 235—c30. 
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mot aehieved any great success when he attains a desirable spot 
and his ineentive is blunted. Kany of these persons bagin to leok 
toward other fields where personal satisfactions may be more 
highly whetted and achievements seem more worthy of attaimneent. 
It is the latter type of man we need to retain to lead the less 
aubitious and thoughtful in cetting the most out of our resources, 
In any treatment of economics of military resources, howe 
ever, we should not leave the impression that standards are the 
seme in 211 places, Under combat conditions many actions and 
requirements whieh would mot be efficient in rear areas rculd be 
quite acceptable or even mandatory: 


es » @@0nomy and effielieney are relative terms, They 
are relative to the purposes of organizations, to the en~ 
vironment within which such organizations operate, and to 
the time at which they are overeating, It is obvious that 
the American veople wculd met have tolereted the same 
standards of “economy” for the equipment and sucnly of 
our soldiera in Korea as those empisyed by the Chinese. 
Likewise we cannot apply in the Army as a whole, for 
example, the same standards as might be used by a private 
pusiness engaged in makinre money for stoekholdera, Mor 
would America tolerate the same standards in peace as in 
war, The standards applicable to different ealesents of 
the Army at the same time are different: we would not 
expect, for example, that guns and ammunition on a hiile 
top in Korea be “eonserved" in the same way as on a 
target range at fert Dix, nor that, under eitner of these 
situations, they be ecneidered in the same way as they are 
at an @ysenal, Te are willing thot many thousands of 
additional dellars be invested in every airplane to pro-« 
vide the individual pilot a perpaps very slight advantage 
over his potential adversaries, 
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Sur subject is exceedingly broad, Even in succeeding 
chapters it is only pertially covered, Novwever, these chaoters 
on materiale, manpower, and money will at least form a pattern 
of thinking by which we may annrogen 4 better distribution and 


econouy of rescurees, 





CMAPTTR IV 
BATORIALS AUD CAPIZAL QUTSwEIT 


Of the three basic forms of military reseurewn, materials 
(ineluding capital equipment) are probably the Least eriticeal in 
times of peace, Their availability is usually determined not so 
much by physical lileitations, but by limitations on funds evaile~ 
able. In wartime the allocation of materials and replacement of 
capital equipment is accomplished om a basis of most important 
needs first, Either way, it is encumbent on military personnel 
to gonserve materials which are net obtainable in the quantities 
we desire, Where dc ve look for important changes in econsuantion 
of material resourees? Many specifie areas come to mind, but 1% 
appears that they can generally be classified in the following 
ZPOUPS F 

(1) Basis for requirements 

(2) Owerspecification 

(3) Upkeep, utilisation anid replacement. 

One of the most important fields for conservation of 
materials is in realistic requirements, This fleld also encom 
yisses the factors which follow it in the above list. Oversneci- 
fieation, the manner of upkeep, and replacement needs may have 
nearly as strong effect on material requirements as the basic 
material or eanital equinmment requirement itself, formuletion of 


requirements must; of course, meet the needs of the end use to 
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whieh the materials are out. An item which does not serve the 
purpese for whieh it wes produeed may be 4 partially or wholly 
wasted venture and, therefore, a wasted resource, On the other 
hand, @ certain amount of material mast be on hand for eqmbat 
eontingencies even though it may not be used, Combat requirements 


are based on a different scale of egonomy than are requirements 


a 


for supporting elements; indeed economy should not be a primary 
consideration where life is at stare. But even here the hard 
Facts of material searcity may require attention to eeonontie 
integration of all needs ts previde for the best security. 
Conservation of resources is influeneed first by baste 
concepts end planning, in the past few yeare, “or instance, the 
Havy has encountered a limit to the amount it esn load upen its 
Ships without specialising in ship types, and they have begun to 
budid or convert destroyers and submarines for especial vurooces. 
Although most officers feel that a fighting unit shonl! be as 
versatile as vorsible, vractieal eonsiderations heave brought 
Limitations on versatility; as @ result we must temper our ree 
quirements end defer to specialization to the extent necessory, 
In the Savy's air arm there hear been a basic requirement for 
gome years for a generel nurpose fighter type @ireraft which 
‘-@ould do all things (air supnort, reconnaissance, air-to-air 


combat) moderately well. ‘ueh an aircraft is entirely realistic 
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S&. Duffield, “Organizing for Defense," Yarvard 
w, (September-Ietober, 1953), 35. 






































- -  . _— ioe & -——: 
; os ° “ ae th ee a 
—> = -_— a ]| eee oe oa wh 
~- te a ~~ ite © ee hee he 
_ a , -— — se : “=< — 
7 . = = + ee ieee 2S 
<= a ee ee 
wow i one | “Sel “Ul =e oelt = 
‘= Sree ie ete) oe —) a ce ae & 
L - ) — > = lt wo Ce od 
i— «= rs 5 4° “ls 4 01 ee eel 
~~ =) " >= wai _ oe 
: ' os) oo 15 =" [= eee =?! a a iF 
eee oo ee ee 7 ote © geeehinioeee, een 
‘ head » @ un ~ ** —Aent Oe a ep 
oe as @ ‘~ sebaese « di eat, —— | 
ee » S\sbea ~~ = oa | 
—t ae tee . ‘are «4 te COA et ee oeeé 
: 7 , 7s Ff . : , —- 
cliee © cee _* a? 667 6 oe 
dm ot > ee ae io ® ‘os roan 


‘ - - os) ; we Ie _— 4” -_ LL ied et WH 





ve, Tl ® ities ry —-—le > = - Ur fee —_e : 
a EE —_ Lae 
SC ae < lee atin . « — 


é "LL. : sa - ™ <i ' — 


—eee——————eeeoeeeeeEeEeEeomEeomommumOEuomOEOEOETETETETETETETETT~ETooEoEoIEIOEeEeEeeEeEOEOEeoEOEEEEEeeeeEeeEeeee—Eee—ee—e—e—ee ee. =e 


wo 1 awe 


# 


and reasonable if we nave sufTiclent nower advantage Im cur one 


gines to give us the performance commensurate with all of these 
missions, It is not realistic and reasonable if the aircraft 


eannet be fitted with the power to engage the enemy in the air on 


|@ @eomperable basis, It must then be necessary to specialize sur 


types of aireraft within the limitations of power we have thua 
far been able to develop, A recent ceneral surnose sireralft 
built under such requirements can do air support only ‘tairly; 
being @ jet type, it uses a great deal of fuel at low altitude, 
hence cannot remain long on station to provide support, and it 
saerifieces bomb load for fuel and airetoeair eumnery eauivment, 
As a fighter aireraft, it sacrifices performance due to external 
bomb appendages and the internal structure neeessary to suvport 
and 1ift bombs. The aireraft Loses about fifteen pereent of ite 


performance « range, clink performance, ton speed, and stability - 





lue to the avpendeges sione, As a@ result, the airereft is only 
moderately good as an air susport type and of comsaratively little 
value as &@ fighter sinee it cannot approgeh the fighting cavabliie 
ities of our possible counterparts, In addition, the aireraft 
¢arries go much safety eqvipment thet, while the olict is rela- 


tively secure in hie ereft, his performance due to additional 


weight (without the necessary power advantage) reduces to a very 


limited fighting canesbility, The argument is more canplicated 


than stated ebove, but it illustrates how exeeseive requirenents 
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@an result in questionable employment of resourees, “hile 4¢ 


OT 


@ould be argued that the above mentioned alrereaft would make a 


good trainer, we were still net provided at that time with the 


fighter aircraft we needed to defend our fleets, %f course, 
specialization must be aporoacned with caution to minimize epece, 
manpower and logistic requirements, Perhaps the requisites of 
interception and airetoeair mancuvers are the only ones which 
would justify specialization in this eireraft exemple. In any 
event, the moral of the story is spparent, Reguirements for 
basic materials must be based on good adequate slenning and on 
logieal, reasonable assumptions, 

Buying in excess of requirements is justifiable for com 
bat needs, but it should be held to proportions whieh will net 
Geprive other fighting forees of reasonable reserve stocks. 
Bxeesses in supvortine fields cannot be justified on the same 
basis, perticularly in our lerge adminietrative effort, “tock 
funds are doing much to curtail excessive buying,* but even here 
there may be requirements and usage which stem more from conven~ 
ience than need, The Navy is nresently faced with 2 huge inven- 
tory problem involving excess stocks of little used or obsolete 


equipment which require vast efforts in time and manpower for 


aecountability. The problem is being tackled by a new concept 


of supply control and the inventory pozition le improving. howe 


ever, the very exintenece of such a situstion 1s evisience oa past 
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@rrors in estimating requirements; while &@ refined eontrol system 


| 


will ultimately Improve cetimates, there still remains a necessity 
fer initiators of requirements to use the best of judgment and 
thorough planning if we are to conserve resources, 

One of the great sins of bureaneracy iis the minute detail 
with whieh instructions are prepared « either to eover all avenues 
of ese@ape or to counteract for the abdieation cf ressonsibiliity 
by subordinates, Cueh detall is also characteristic of many of 
our procurement specifientions,  Oversrecifieation cf reculrements 
ean be one of the costliest items in procurement,3 [t is ¢ 
from infrequent that a standardized commercial item vould fit 
qur needs as well as am item for whieh we creseribe elaborate 
special requirements, Such requirements not only result in very 
high unit costs but often use resourees unnecessarily, In many 
eagpes we demand a luxury “nich we do not need or eannmot afford, 4 
in any case, such requirements create creest suspicion in the minds 
of Congress, industry, and the publie eoncerning our estimates of 
real need. In addition, they drive up priees ond deprive us of 
funds to buy materials which might contribute more te Mrenover, 

Considerable effort is directed toward orconer methods of 


storage, maintenance, and utilizetion of materials, but the large 


amount of corresvondence circulating throughout our forces cone 


cerning these subjects is mute evidenee that responsible oficeres 














3paul Hy Douglas, Sgonamy in the National, Gove-nac 
(Chicago: The University. oO Rete Press, ee 9 1736174, 


“Edda, 174175. 
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frequently make insufficient effort toward conservation of mater 
fais.? as @ vesult, replacement requiresents are inflated. In 


individual cases, the amounts mey be small, but the aggregate is 


probably @ considerable sum, Not only do wasteful unkeen vrace 


tices bring about hicher monetary reautrements for rernlacements 
but the usage rate for certsin materials may be dlanetriecally 
opposed to the ability of industry to provide adeauate replace- 
ments, especially during wartine, 

The point to be stressed i¢ that no matter from what 
evigin military requirements are derived, it is imperative that 
we examine them eritieally before converting them to materiais 
ang personnel, Kequirements based on wasteful econsiderstiorns in 
peseetime will, lsekins enlightened reasoning, result in inteolrr- 
able searcities of needed materials during war, A component must 


be preducible in the quantity required with a simroiteity wich 


| dees not bring about unsatisfactory weight, espace, or personnel 


f 
4 


considerations for its employments; requirements far onerating 
materials must be consonant with storage end transportation witen 
ean be provided or with the tools rrieh can prodece them, In 
times of war the military effort runs headlony Inte competition 


for materials with the necessity for machine tools, rail cers, 


.m@renant shinning and the many other articles required t: make 


and move the toole of wer, To the average militery officer tlege 


considerations are beyond his present comprehension, If we are 
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least @ part of the field outside his present narrow 
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HAPTUR ¥V 
MANPORTR 


Among most officers of the naval service, 1% would prob- 
ably be a uniaue idea to consider military or civil service mane 
| power Gs a military or an economie resource, If we had a smell 
completely voluntary peacetime force, such a concent might not be 
necessary, However, the large size of our wilitary force, con~ 
bined with that reluctant attitude of the American neonle which 
repels them from military service, brings about a natural com 
petition with civilian labor and professional forces which, in 
faet, does make manpower an elementary and searce resource, © hen 
it is considered that the pay of military and civilian versonnel 
makes up approximately half the present expense of the Navy, cone 
servation of personnel becomes a primary concern in reduction of 
military costs. If we consider the quality of personnel as well 
ag the quantity, certain categories of manpower may overshadow 
@ll other resources in importance, Thet the strength of military 
and civilian forces has tended to be insufficiently controlled is 
attested by Congressional ceilings on poth.t Theat some of our 
manpower may not be utilized to attain the primary purpose of our 
service is indiented by the extremely hich ratio of support pere 

gomnel to personne] in actual combat units, In any case, we 


seem sure that there are never enough versonnel to go around and 




















meso see 


lonere are indiesations that Congress may lift its ceiling 
controls when Department of Defense finanelal controls resch the 
point where they effectively perform the same function, 
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that we have the best of justifications for meintainins our 
atrength in its present proportions, But is this always true? 

In what ways are we wasting personnel cr obtaining less sreductiv- 
ity than we should reasonebly expect? Why do we need to be con» 
eerned with competition with the civilian labor and professional 
forees? Yor the answers to these and allied questions manpower 
resourees will be discussed under two headings: (1) cearcity, and 


(2) Costs, 





The scarcity of manpower may 
be viewed from various ancles, ‘Thortages may be relative - not 


personnel to provide the desired convenience, not enough 





to do the job weli or not enough just to do the job, They may 
irvolve the abilities of men - not enough commetent people or 
devendable people, Seareity may involve the attractions of the 


serviee for those whe are eligible to join it, Prom most any 


angle, the Savy apparently suffers from seareity of manpower, Ine 


— - 
——————— ——_ 


vestigation of the eauses for defieleneles shows thet some ef 
them are internally bred and some are not direetly under our con- 
trol. It ig the internal creup cf causee in which ve should be 
most interested, for 1f we can correct them automatically we nay 
reetify many of the external difficulties, 

Qur national policy now appears to be slanted toward a 
moderate defensive foree escupled with a force capable of atomic 


retaliation in case of attack, OCuch a foree avparently reguires 
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in the neighborhood of three million military and one million 
Givil service personnel over a long veriod of time, Although 
some conditions which form the basis of large wers do not pres 
ently exist, this force is designed to deter largeeseale aggres- 
give tendeneies and to contain snoradiec localized hostilities if 
they should break ont, Along with sueh an armec foree in being, 
it appears that we will maintain 4 considerable ororram of 
foreign and military aid to our allies, <‘unerimmosing these nro 
grams on our normel civilian economy is likely to produce budget 
defielts in many of the years to follow if tex receipts are not 
large enovgh to balenece the budect, (Budget surpluses are une 
likely beeause of great pressures to reduce taxes.) As a result, 
it is probable that slightly inflationary conditions, considerable 
gefense production, and nearly full employment willl centinuec over 
several years, In terms cf »anpower this means continued keen 
competition between civilian and military activities for personnel 
nerviees.* it means continued necessity for the draft and for 
aceeptence of many persomnel with low intelligence or educational 
standards, It means continued high turnover of young officer and 
enlisted yersonnel unless the working conditions and conpensaticon 
are improved enough te compete with civilian opvortunities, it 
probably also means that, if mo canbat conditions arise over a 


long period of time, there will be an unintentional but natural 
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slackening of emphasis on overational duties and an inerease in 

Sdministrative or bureaueratic order and precision, All these 
factors are highly expensive and result in less firepower for the 

tax dollar than should be possible if military manpower concitions 
were more desirable, 

Were we to be engaged in another large war, 1t is entirely 
probable thet we would face a manporer mobilizeticon even greater 
than in YVorld var Ii, and many plans for such mobiliestion have 
&lready been formulated, Acting simultaneously as @ world srsenal 
end in a world«wide military effort, the ability of our porulation 
to fill the manpower requirements would be put to @ test that 
might amount to a strugsle for survival, 

Whether in conditions of war or cold war, we therefore 
have an obligation to use as few men as effielently as noscible 
to do each required job, “cc hone thet the American publie and 
other activities of the sovernment are facing the uroblem realise 
tically. Im our own service ve can set the pattern. ienpower 
needs muct be built realistically wlth attention directed to the 
ultimate mission of the Navy, ‘finee supply does not meet dewend, 
conservation measures must be exercised, In what manner can the 
Navy proeced te improve upon its manpower requirements? Although 


the ideal would never be reached, our efforts ought to begin fram 
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the doctrine implied by answering the question, "Vhat ond how 
taueh does my effort contribute toward an effective fighting force 
St the point of pressure or engagement?" from there we ein rrte 
ceed to the mechanical processes of conservetion of manpower, 


(2) Zeanvower Uhiliszation and 





a Compensation for 
military and civil service manpower constitutes in the neighbor- 
hood of one-half our present Havy budget, In times of war the 
percentage crops in relation to procurement, but the cost of mane 
power is still highly signifieant, Fffdeient utilisation, there} 
fore, is of srimary importance on a cost basis as well as 4 con} 
servation basis, 

It hes already been intimated that the fundamental condi- 
tiens for efficient utilization cf manpower and materials ars a 
stable foree with goo? leadershio attracted by adequate commoenga- 
tion, good working conditions, and reasonable advancenent pros~ 
peets, fo be sure, these are everyday goals even now, But it is 
herein submitted that chanecs in ‘he interpretation and Imsle-~ 
mentation of these goals may achieve better mannower utilizetion 
and reduce the pinch of scarcity. 

It has been stated in various places that young officers 
and men are lesving the service for remsons such as the followine: 

(i) Teo much time avay ‘ron families, 

(2) Insufficient compensation. 


(3) To take advantage of vetorans' edueatinnal benefits. 
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(4) Availability of civilian employment (at good wa¢es 
and comparatively permanent location). 
(5) Other more isolated reasons,* 
Close investigation, however, reveals that many vereonnel hove 
two other important reasons which they feel privately but 
hesitate toa speak openly: 
(6) Hespeet for their military leadership whieh is 
limited to that required by Law and regulation, ? 
(7) Reluctance to participate in a militery endeavor 
which may bring them into Xorean-tyne wors while 
their brothers at nome continue &@ normal existence, 
It 16 likely that our high turnover is due in any one ease to a 
combination of these reasons, “%S course, the seventh reason 


above was a matter cf national policy and not within the Havy's 














“Ke ® corollary it should be noted that few people have 
given as their reason for leaving any of tne following: too 
much work; toc lomg hours; insufficient opportunity for advance- 
ments or overly rigid behavior or disciplinary requirements, 
it might even be pointed out thst in some places there was Bot 

| work, Many men leaving the service have considered thet 
wolr own or some of their contemporaries! efforts rere unncedead 
by the service because they were not kept busy. This con~ 
tributes to difficulties encsuntered in justifying larse ¢gelrens 
expenditures to the public, 











thd g is based on certgin linited obsrervations of the 
writer during fisesl year 1954 when turnover was high, A4nony~ 
mous separation questionnaires, intervievs, and informal ex- 
chanres of information between units were used im an attempt to 
Pind primary ceuses and remedies for the low r@eenlistment rate, 
Respect for eammand and divisional leadership was fiven as a 
contributory ceuse in a gurerising number of instances, (‘ere 
leadership wes obviously excellent, re-enlistment tendencies, 
Willingness to follow, and efficiency a11 anveared better than 
contemnorary units not boasting this advantage. 
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control, The first tree are presently subjects of much theourht 
and pronoged legislation, The fourth is in large part due te the 
magnitude of military services themselves; reduction of military 
personnel might create an essier civilian laber market thus ine 
dueing some individuals to remain in the service, But in the 
field of leadership, while it is the subject of much attention, 
resulte have not been what is required to stimulate ontimux 
efficiency. 

Sutestanding leadership is one of the most vital corner~ 
stones of a suecessfui and efficient cnterprise, That able 
leaders esn accomplish more with a minimua cf resources is almos 
axiomatic, Yet we operate under an officer personnel act and e@ 
Gareer rotation plan which seem to doom much of our Leadership 
to medioerity, Two ehanges in emuhasis are needed, The first 
is to take greeter advantase of the provision in the Officer 
Pergonnel Aet of 1947 which allows up to five nereent of 
seléectees for promotion to come from belo the promotion zone 
on a besie of merits perhans the percentage should even be in« 
qereased, The second is to provide higher selectivity for our 
Gommind and executive billets whieh would allow fever but atler 
efficers to remain longer in sueh pests, thus ereating vetter 
guidance and grester stability. Both of trese measures would 


provide an incentive tno outstanding achievement whien does not 
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now exist except in upper echelon: © iney would create rrester 


eet for the serviee and its Leaders both inside and outside 





the Mavy, it seems probable that it would ettraet a following 
of more men of greeter ability ond drive than a system which 
seeks @-not the beste. but merely the “very good" performance 


of duty, I¢ has been learned in many civilian entorvrises that 


| @ man will very frequently forego edded comsensation and certain 





privileges or conveniences if he is stimuleted by respeet for 
hignly eompetent leadership, belief in the need for his efferts, 
anc pride in hie organization, Should we apply this lessen, it 
ie believed that we could achieve very significant economies in 
training of replacements and in the efficient oneration of the 
Navy's aetivities, Hut to apply 1t we need to alter cur coneept 
that every offieer ina given rrade has neerly equal leaderenip 
and execentive ebilities, ‘to those who say thet morale would 
suffer because not everyone would have equal opvertunities, it 
might be pointed owt that the ponortunity ie available; the nen 


who prove themgelves more eapable than others shouls receive 





more consideration and are the persons re want in the key 
positions, 
Leecgership is the besis om whieh we build, Unt to assure 


its presence, able leaders must be compenssted sufficiently to 


compete with the relative leek of disruption of personal Life 
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On highly regerced coumender in the Navy recently made 


this atatenent: “It's not hard ta he outetanding there's no 
competition," 
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|, and the future prospects of civilian enterprises which are alan 
secking able executives. lowever, sinecs we are linuited In funds 
set aside for defense, inereases in compensation must be offset 
by reductions in personnel end/or material consuaption. The 
presently proposed pay increases for military en’ civil service 
personnel are a tynlesl example; reductions in defense will come 
pensate for both in order ts remain within total rcoverncnent 
budget limitations, Such reductions meke even more necessary our 
effort to provide the best utilisation of the personnel remaining 
to us and the best lesderchin available, 

The problem of achieving ovtimum emmloyment and vlacevent 
of pergonnel is common to soverrment and large eorperations, it 
is not surprising thet a ten billien dollar enterprise like the 
Ravy would heve cartein deficiencies, but at the same time they 
shoula be sought out, As stated esrlier, high echelons are fro- 
quently sereened from learning about certain deCiciencies farther 
down the line, It may even be thet some of these conditions are 
eanectioned, At any rate, if appropriate impetus is applied, many 
shady areas may be brought to light; with that in mind a few 


possible improverent in mannover utilisation dre 


y 


guggertians for 

presented bela, 
Size of gupporting forces and the shore exytablishment., << 

It 148 understood that many etudies have been made with the hope 


of altering the adverse ghore-toesea ratio of personnel, Cranges 
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in appropriation composition to inelude cocts of militery ner- 
sonnel in funds of supporting activities may produce surprising 


ommend eee’ 


Pven 80, there will st111 be wany fleet sunport unite 
@nd eivil service porsonnel unaffected. Investiertion aieht 
reveal instances where personnel eontinue to be justified on the 
basis of Korean War requirements, Yor instanee, a uashington 
purchasing office attempts to manufecture work for certein civil 
gervice personnel in excess of its needs in order to avert a ree 
duction in foree and grade structure. Certain fleet units con» 
tinue hish speelaliszation of certsin functions eren theuch one 
man may be able to cover the work in more than one field now 
oeceupying two or more personnel. Many sucportine funetlens re- 
quire extensive staffing even in peacetime, but exnanied redvire- 
ments due to wer should be examined and reduced where possible 
when hostilities cease, feme thourht might slgo :e riven to the 
Pole of many staff activities in not omly setting functional and 
Gowordinating standards, but in actually issuing dnserpea) oner~ 
@ting instruetions for unit coumands, In many resveetes unit 
commanders are now little more then monitors of snecifiestions 
and regulations, On the other hand, the abdication of resnonsi-~ 
bility by many unit commancersa has resulted in the enlargerent of 
staff activities to the point where they effeetively partieinete 


in the internal operations of subordinate commends, A tryrplesal 
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example might be the case wherein a commanding officer is properly 
required to insure proficiency of his personnel along certain 
lines. Although he has facilities available for accomplishment of 
this requirement, he does not do so. Eventually several such 
cases may result in establishing a staff-sponsored school with 

its attendant helrarchy to provide the necessary proficiency. The 
unit commander is then given arbitrary quotas at times which may 
be incompatible with other operational or training requirements. 
The school may be set up at a central location which requires 
travel, The work may require only three and a half days, but is 
stretched to a full week for various reasons. Such an endeavor, 
while necessary in some fields, may be over-extended to the point 
of unacceptable inefficiencies and disruptions, not to mention the 
immobilization of valuable versonnel who in ageregate might go 
far to provide another combat unit, 

Seope of morale-type activities, ~~ Certain activities are 
provided in the service with the intention of improving norale. 
Undoubtedly they do, but usually at significant cost to the unit 
which provides them. Hobby shons, movies, education services, and 
athletic endeayors are wholesome diversions for military per- 


sonnel. Most often, however, they are not run on an extra- 


curricular basis, but as regular duties for personnel involved. 


With the possible exception of education, which returns direct 


benefits to society, most of these activities should be, insofar 














pa lamp at! of ctf 





: ‘ 
— a ee Ti = = & ferves te ocd 
: la 1 ectetiev® asst line ©." eee hae 
Ss | — .— «6 =_— = oe ¢ a | 


r—ase «© & eremem «/ *0 on 


od el) —— —~ wae) od +. o ¢=—= ete “Gee 


i= «il wow’! 66 teh “Li ier’ owe ee «) eae 





7 ee ae ee ied Oe nelee aul ie «iets 

ram »s wr ee ei we eb tem Cos 
J &"' gpmee “hei © Ge wel? toe elie cee fee ol “A 
ee —-— sat . 2 Prey ) Gee ble) & al * 
’ 
















e « 1) ee eee 6 eee = ./440 <a4 3) Yee 


— —_tA eee a Om omens ‘Pe Gee wr teng AAT eee! 6) eee 


7 


OF (mine @: ‘oT me Ove yey Skate Te Melee 





tin * =» eta A —FTve 








ja. « ris 7.* — » wd bee . « cw « 4 * 3 
ojeee +26 S <liawe J aJee ares 
‘ ‘ = J % - be a ] 
@ : e ' om i * ees - . = 
. eAuS 4 ' 4% L 
- @ aw - -_ ii oan ear» 
ee ee ee er en ee 
; . a “ . bate 
si ——~ Pe ti . ler eller UF 


Te = 4] ; —— * feotr tf a Fr etieiaee ae mk 








wo ame 


as possible, self-supporting ond conducted outside nornal rorling 
hours, Personnel required to operate hobby slions and reereetional 
movies should be compensated from proceeds for their extraetime 
services, Athletic ventures should not interfere with the normel 
operations of &@ command as they do in frequent cases, A man 
assigned to an athletic team may become almost useless to his 
eommand during the svort's season, 

Productivity, -.- There are geyeral forms of lost time 
| Whieh, if exploited, might add ten to fifteen pereent to the prom 
duetivity of many organizations, Pay day twliee ner month effece 
tively loses about one out of the twenty work’ng days in a month 


for a large portion of the personnel in certain camands, Al- 





though a few fisenl personnel would be ineenvenieneed twice ver 
month, output might be improved by holding pay day just before 
lumen or at the end of working hours, A surprising number of 
dependents scem unable to visit the doctor or the commisssry 
without being aecompanied by thelr husbands, The aggregate tine 
lost in these processes results in compensatory increeses in 
complements to provice for such special liberties, It is believed 
that eurtailment of this vractice would further inerease a unit's 
outout. The practice of cranting Lleeves beginnin:; at 0001 on the 
day of departure (a “working day") and expiring at midnight on the 
last day grants many extra days of leave in exeesy of the author~ 
ity granted in the Armed Forees Leave act - particularly if sever 


short Leaves of absence are taken, The extensive practice of 
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‘@llowing laundry, nevy exchange, and other personaletype exeur- 
@lons curing working hours makes even further inroads upon the 
work weeks complements are adjusted to provide for 1t. It is 
estimated that the average work week of naval versonnel ashore 

ig about thirty«~five hours per reek, exelusive of wateh-standing 
‘Gutlies, but ineluding Lost-time activities, It is not surorising 
‘thet we require 30 many people to aceaomrlish what we do, And it 
is not surprising that euch information sassed back to the publie 
by dischargees creates a leek of confidence in defense raquires 
ments, Although we tolerate lox work oractices, we can't afford 
them. 

Sehools, «« This has already been alluded te in part in 
Giscussing staff requirements, The Nevy now operates a very 
impressive line of schools, both ashore end in the fleet, There 
ig & serious question, hovever, thet we ean afford the manyower 
and the luxury ef so many of such sneclalized inidoetrinetion as 
are offered, Investigation might reveal abddeation of training 
regvonsibility on the part of unit coomands in sany eateroriecs 
and the overeextension of requirements in others, Further etudy 
af this problem might prove the feasibility ef eontracting for 
Gertain school activities now staffed and instructed by military 
personnel, 

Extent of unit subdivision and supervisors, #« The stend- 
ard reason givan for the nresent nlans of subdividing commands 


into many perts or sub-commands is that trainings is accomplished 


me 3 Fee 


for more officers anti supervisors, Thought sheulé be civen to 
the possibility of redueing the extent of this subdivision in the 
event of emergeney or hostilities where conservation of ertitical 
manpower would result, 

Rotation of cperationnl units, «— Serious consideration 
might be given toa stationing devendents and opersting unites 
permanentiy in foreign waters. ‘ome of the odjeetions erising 
| from disruction of families by deployment to the Western Pacific 
or to the Mediterranean misht be partially alleviated, and the 
eosts of frequent rotation might be reduced, This oraetice 
might also result in the spread of American philosophy abroad, 
mot to speak of the enhanced knowledge of foreign areas which 
would be availabic to srowine generations of deverdent children, 

Impire building, «-< Actual empire building is best exem- 
platted by the preetiece of the Civil Service in ecaling many of 
ite grades upon the size of the orgenization supervised, ‘«<owever, 
military nerzcomnel accomplish a siniilar effect by overegpecialie 
gation and by providine fer 2 larce number of infreauent contine 
geneies, In addition to the schools, staffs, and sunporting 
activities already mentioned there is a widespread oraectlee which 
involves extra personnel in obseure funetions "just to PALL out 
@11 watch sections” or to "provide @ relief in cage of leave or 
other absence.“ Many of these are thoroughly justified, San» 
others reflect the failure of officers to efrectively utilize 


personnel, 
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Paper work. «= The overeload of paper work is like the 
weather - everyone discusses it hut few do anything conerete about 
it, There is still too much redissemination of written instruc. 
tions by subordinete commands, “Just-inegase" reports and over- 
uistribution of nape are profuse, %verelassifieation of infor. 
mation causes workloads out of proportion to the importance of 
much of the classified woterial., No Utopian solution is offered 
here, yet continued pressure on the problem is mandatory for it 
ties un thousands of peosie in unproductive effort, 

The @reas outlined above do not by any meens constitute 
@ full list of the avenues over to conservation of mannower., The 
effects of improper utliization of manpower are felt as much or 
more by ourselves than by the wublic, Not only de we have te be 
satisfied with less capable people who cause us more headacher, 
but withdrawing them frum the civilian ceonomy effectively raises 
our own cost of living: increased laber costs cue to competition 
for labor are almost invariably pald by the conswmer, 

The comments of Field Marshall lTontgomery are pertinent 
to navies ag well as armics: 

Tne armios of today. . . are weighed down by & gisantie 
administrative setup in and around them, “taffs are far too 
bic; the amount of waper thet is required to produce evon 
quite small action is terrifie. ‘Ye seem te have lost the 
art of command, other then by paper. No ordinary men can 
read half the peper that is in eirculation; I doubt if the 
other half is worth reading. 


All this must be taekled ruthlessly.° 





AG tele t eRe 2 hr Ratt 





Smtela Marshall Viscount sontgomery, ienuty .unrese 
Allied Commander in Turope, in an address delivered to tho Cali-~ 
fornia Inetitute of Technology, November 295 1954 (U.S, Newe and 
World Report, Vashington, D. C., December 17, 1954) 97, 
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GHAPTOR VI 
MONEY AND ITS RELATIONSEIP TO 
MANPOOLE AND MATURTALS 
e « »« b@onemy on the one hand, by which a certain income 
is made to maintain a man genteelly, and waste on the other, 
by whieh, on the same income, another man lives shabbily, 
eannot be define:, it is a very nice thing; ag one man wogrs 
his coat out much sooner than another, we cannot tell hor, 
camuel Johnson's observations are ants; some men (or active 
di4es) accomplish much more on their incomes (or allotments) than 
G6 others, Sut though he could net "tell how," we are attempting 


to diagnose the remsons ani correct the eauses, 





Although monetary controls are presently the chief? method 
of regulating the utilization of resources, attention in this 
treatise has go far been primarily directed toward complementing 
the monetary control function by institution of a program which 
would educate the average military man in wise utilization of 
phyaieal (ineluding human) resources, Jiowever, for those who 
deel or think In monetary terme, the functions of cometrollersnip 
will afferd greater apreal as a means of achieving ec rLleiency 
than does eonservation of resources by voluntary methods, (or 
one thing, it is a more direct and concrete anproaeh to the rrob- 
lem. For another, 1¢ has the hapry effect of reaching nore 
people than the edueational avproach, Indeed, it cannot be said 
that a certain amount of education will not follow the more direct 


approach, Tven go, edueation in conservation of physical resources 


< Nm By, 


1 
James Boewell, The Life aan hasan (Garden City, 
New York: Doubleday and Company, 1°46), 449, 
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aceomplished in eoinsidence with the spread of monetary controls 
| shouted feeelerate us toward our goonies of economy, in the next 
chapter explanations are offered to show how the two efforts may 
be tied together, 

It is mot intended in this paper to delve deenly into the 
theories of monetary control through finanelal mansgenent or 
comptrollershin, Sueh matter is already widely exnounded and 
¢onstitutes a broad enough subject for several volumes in itself, 

|} fe be sure, financial management is our institutional and most 
direct means of achieving efficiency, but ite complexities require 
% high state of training wreich eannct be given to every officer in 
the service, Therefore, we shall be satisfied in this ehanter 
with examining the overall considerations involved in the availa~ 
bLllity of money and its relattonshin te other resources, 


Money exists as & meang to facilitate the exehanre of 





omacdities and services. it cannot, of course, accommlish any- 
thing directly, Instead, it is & common denominator between 
materials and manpower - a convereion factor which enables us to 
|meagure tne relative values of materials and shysiesl or mental 
effort, or manpower ,3 Aseordingly, the rirst measure of the size 
of our defense establishment is the dollar valine of its appre crise 


tion expenditures, Though the quantities of ascets on hand, such 
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ror instance, Financial Monarsement in toe Penartme: 
Defense and various departnenta antl a and on 


Spurns, Neal and Wats 


| opdes, second ed, 
(New York: Hareourt, Brace Pot 


» 89-91, 
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as ships, aireraft, vehicles, installations, and reserve stoeks of 


equipment, are algo important in monetary considerations, they are 
matters of high poliey upon which the average military man has 
little influenee exeept through aggregate service eeonomles; in- 
ereaged evallability of funds through ageregate savings ean result 
in rewevalvetion of policics nerteining to levels of assete main~ 
tained, This, of course, is one facet of the problem of increase 
ing our available firenovwer within the limitations of resourecs 
available, To achieve aggregste economies, however, 1% is neces~ 
sary to practice conservation of all regources, including the 
dispesition of our annual approsriation, The effeets of prover 
utilization of materials and manpower have already been discussed, 
but it should be repeated here that economies effected in these 
areas ean be converted through money savings to greater flreneovrer, 
If the number of tactical units maintained is considered sufficien 
to support our national policy, then apvropriations and poesihly 
taxes can be reduced, Jr they may be diverted to other civilian 
needa, Usually, however, military planners feel thet no matter 
how much we have, it is insufficient. Sinee the funds availadle 
to us are usually limited by eeonomie and politieal conditions, 


it is therefore inmeumbent upon ws to ereate the maximum number of 


combat units within the monetary limit. 


The two largest exvnenditure categories are personnel come 
pensstion and procurement, Beth heve been diseussed in previous 
ehaptere with the accent placed on conservation of manpower and 


the careful formulation of reauirements which result in vrocurement 
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of goods or services, If should here be ompnasiszed thet economies 


in these fields can bring about diversion of funds to more nrofite 


able employment as well as alleviate searcities, In the field of 
manpower, for instanee, investigstion may show areas where cone 
tracting for civilian services may save both funds and military 


er civil service personnel, in procurement, the utilization of 


personnel with good business experience and the application of 


appropriate timing and bargaining teehnicues may save money in the 
areaz of contracting, renegotiation, buying at the source, and 
finding the "best buy", as suggested by Senator Douglas,“ in 
other exvenditure categories wo must be equally dilicent to obtain 
the most for our money rithout indulging in luxury or fillins un- 


reasonable reauirements, 


-# 


here seems to be prevalent among many of our personnel 4a 
notion that anprovriations are a sort of grabebar wherein each 
groun must request and justify 4 meximum budget to insure that 
its own interests are not invaded by others, <cuch a notion ene 
Visions many seniors in military commend anc Coneress in general 
as having little concept of the requirements of the groun cone 
cerned, Personnel in this group see budgetary perscnnel and 
Conrcress as hatehket organizations which are seckine economy for 
economy's sakes; inflated requirements are often the result, 


Though many cases can be cited to support these views, such is 
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‘paul H, Douglas, Uoonomy in the Jigt: 
(Chicago: The University of ¢ azo Press, 
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not generally the ease, The reasons behind attitudes of this sort 
usually estes from lack of knowledge or coneention of necessary 
balance and relative importance of various activities composing 
the whole seeurity effort, Many, of course, heave honest differ- 
ences of opinion, but even here the lack of understanding may he 
applicable, It is of vital importance that personnel be made to 
realize that we can be provided with far less than we desire even 
in actual fightins forees, ani selfish interests must give way te 
an attitude of support for a balanced, cohesive whole, It must 
be understood that Conzress is as interested as we are that 
adequate defense is provided: 
¥@ @re Slways afraid that economy may impair cur nations! 
defense or at least that we may be accused of trying to ime 
pair it, ¢e are always afraid that, if we vete for a reduce 
tion in a given expenditure, our friends in the Defense 
Depariuent will criticize us and cur polities] onmponents bac 
howe will say, “You voted to cut the military anoropriations 
you voted to weaken the prevarednegs program of the United 
(tates of America," Even if a eongregs@an is fairly certain 
that he is not crippling the security of ae country, he is 
afraid that he will be accused cf doing go, 
indeed, it is interesting to nete that Congress is presently con 
cerned that President Fisenhover may have reduced the military 
budget too fer, and demands have been volced to investigate the 
matter thoroughly. Militsry personnel must further understand 
that budget@ry limits are srescribed within the ability of the 
nation to provide military preparedness along with other necensars 
programs, To clear away sane of the clouds surrounding present 


impressions we should examine the souree of our funds, 
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Abide, 140. 
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Most of our persennel appear to think that Congress appro-~ 
priates funds in relation to those of our requirements which they 
approve end then in turn sets tax rates which will pay for the 
expenditures authorized. To some extent this is true. However, 
this concept does not secount for the fact that there is a maximus 
tax lead which the nation will bear under 2 given set of conditions 

| Opinions vary as to whet the limit of this load actually is, and 
probably ne one is omniscient enough to state it vreeisely. 

Sinee the vast majority of our eltizens desire as little 
government @s possible except in their own vested interest, and 
sinee ~ if they think about it - they are essentially in pursuit 
of a peaceful advancement of their civilization, they are relue- 
tant to bear taxes to support government (including military) 
services, The amount which they will bear is usually that which 
nrovides & statue quo or gradually rising etandard of living end 
which provides reasonable incentives to inveet risk-capitel and to 
business expansion. 

taxes should preserve incentives. They should Leave 

enough margin between the return to the ambitious, on the 

one hand, amd the slothful, on the other, to mare ambition 
definitely worth while: they should allow enough return to 
i int elas is seals eon a 

Having in mind,. . the distorting effects which taxes 

in exeess of 50 per cent can have om corporate investment 


and expenditures, we believe that the rate should be reduced 
at Least to that level. 


















SNarold a, Groves, Postwar Taxation and Peonomt« ¢ 
(New York and London: MeGraw-Hi1l [ool “Company , NC sy 14 B), —S75. 
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The extent of these provisions will, of course, vary with world 
anc eeoneomic conditions and somewhat with treditions. Due to 
present economic and political conditions throughout the world 
and te cevelopment of our tradition of ald to freedom-—geekineg 
peoples, we now support rather large taxes while maintaining 
steadily advancing standards, Tvrenty-odd years age ve were in 
depression with an isolationist volicy and 4a relatively low tax 
burden, Sinee the end of the Korean Var the administration has 
frequently rescyaluated the nation's pesition in relation te 
domestie and foreign pressures, Domestia grouns from both the 
electorate and from business heve pressured fer reduetion of taxes 
to further peaceful civilian aims, Forelgn mressures, we sre told, 
have somewhat abated. In response to these changing conditions, 
the Eisenhower Administration has Lowered personal income taxes, 
some excises, and certain business taxes, ana further reductions 
are sought, In an effort to keep the federel budget as nearly ag 
possible in balance, the administration has curtailed certain 
gevernment expenditures and at this writing is working on more, 

Of these government expenditures well over half go for military 
defense, and the remainder are divided among feirly fixed echarres 
for operating other government dernartments, for veterans benerits, 
for interest on the national debt, and for aid programs, Though 
some small reductions could be made in certain of these pregrama, 
by far the greatest area for pruning lies in military preparedness 


Thug our military anpropriations denend not so much on the extent 
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lof our requirements which Congress is willing to asprove but on 
what the adminietration has set for a budget ceiling, 
Our biggest headache at the moment, of couree, 4e the 
budget, The President nas set the eeiting et 14 plliton 4 
against the pared dow requirements thet we sut in of 16 bile 
lion >, I em frank te say, however, I have the createst 
sympathy wlth him beeause he is determined not to spend more 
than we take in in taxes, He is a hardenoney aan if ever I 
saw ome, and believing as I do that we ean't afford te wreek 
our economy Im the process cf trying to fight the “eold wer," 
there is much to be said for his theaies of helding cern 
spending to the absolute minimum of necessity. . . .o 
| Though in isolated cases Congress will appropriate funds over and 
above the President's budget reeomaendations, the leadership in 
Congress is usually prone to tailor their authorizations fairly 
@leose to that reeommended or to slightly reduce thes, Of ecurse 
mLlitery personnel may influence increases in anvrooriations 
through testimony before committees of Congress, but the President 
may withhold eertain inereaces from the services and enforce his 
budget, It must be remembered that wilitery services carry out 
the policies of its Commanders-ineChile?, the President, in the 
final analysis, therefore, it should be borne in mind that the 
Size of eur military force is governed by two basie civilian 
forecas, Hoth stemming from the taxpayers 
(1) The President, as a result of pressures of public 
opinion, evaluated against the counsel of the National “eeurity 
Couneil, other civilian offielais and the Joint Chiefs of Staff, 
(2) To a lesser extent, the wlll of the veoole exvresaed 


through their elected representatives in Congress. 
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S sames V. Forrestal, Zhe correstal Diaries, ed. “alter 
Millis and ¥. %. Duffield (New York: The Viking Press, 1991), 
536-537, From a letter addressed to Chairman Valter ts, Andrews 
of the Rouse Armed Services Committee, December 13, 1942, 
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It should be reeognized thet one of the great pressures 
involved in limiting government exnenditures is the urge to balance 
the budget, By allowing expenditures greater than tax reeeints, 
inflation is invited, It is amiomatie thet inflation raises the 
cost of living for consumer, business, and military slike, Fx» 
eenpt in actual emerrency when people are willine to forego certain 
Luxuries and incentives, it is politically and (in part) eecnoemi-~ 
ealiy expedient to hold expenditures as nearly as nossible in 
balance with tax reeeipts. In effect, then, a milltary man must 
loo to the people themselves - business, unions, pressur2 grouns, 
the press, ané other taxvayers «~ to determine why his funds are 
limited as they are, He should be familiar enough with then te 
understond thet business cannot in peacetime vay taxes beyond the 
point where @ reagonable return ean be made om invested capital 
and the point where risk cavital can be attracted: untons continue 
to receive concessions hich inerease the prices of gande Bought 
by the government, thus reducing the quantity of defense within a 
given dollsr limit: pressure groups demand and get government 
services which effeet the military slice of the total budget; tne 
press, by its information and impressions, influences the will of 
the peoples; and the ordinary taxpayer wants tax cuts to buy more 
refrigerators, television sets, et cetera, And he should remember 
that he himself is ome of those taxpayers; he should ask himself 
how muer good he as a tamveyer is getting out of his subordinates 


and out of his equipment; could he benerit by a tax cut or an 
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ijnmerease in pay brought about through eeonomies effected by hime 
self and many others like him in the serviee; or has he been util- 
izing personnel and materials which might be better used to fill 

& blank spet in our national preparedness, To summarise: 


« « « A Sound economy cannot be maintained beneath a 
erushing burden of taxation, particularly if a major vart of 
that taxation must go in peacetime toe nonproductive military 
expenditures, Nor can the netional morale be madntsined if 
terrific taxation eliminates incentive, If we devote in 
peacetime too large a part of our man power and real wealth 
to preperations for wer our standards of living will remain 
statie or will decrease, A necple whose hores ané plans for 
a better life heave been frustrated cannot ke a strong seople; 
their morale will crack in time of erisis,? 


if these ideas ean be injeeted into our personnel, they will have 
a better anpreciation of what military appronriations mean and 


of what appropriations should achieve, 











euenson % Baldwin, 43 Smeal OSSD ZR NER 
London: Marcer and Brothers, 1946), 291, 
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THR, COMPTROLLARSHIP ATTITUDE 


The prominent role of United States Armed forces in advise 


ing and gartisoning much of the free world since "orld -ar II hag 


Grawn continuous and intense attention from the public, The very 


ee 


sise of these forces and the taxeg necessary to susnort then have 
created a pressure for drastie economy, As a result of their time 
in service during orld Yar II, several millions of citizens 
developed a eonvietion that there were vast areas where greater 
effiecleney could be developed, They annlied pressure to develop 
it, In such a climate many old and new ideas for achieving cean- 
omy were unveiled in attempts to bring forth the magic formula, 
In the midst of these efforts the concepts of comptrollership and 
performance budgeting were develoyed and adested in defense, Ly 
now they are becoming widely known in the service; yet they ars 
seldom understood, To the uninformed these concepts conjure up 
pictures of economy drives, And ta such neonle seconomy is an 
odious term vhich means tribulations anc reductions, It is this 
attitude as much as any other whieh counteracts efforts toward 
ee-nomy; the people who have it need to be reeeducated, 

Feonomy imolies an ontimum exnicitation of available 
military regourees whieh vill provide the best national security 
obtainable and yet remain in balanee with civilian efforts to 
advanee the coamon welfare, dur ability to aehieve this sart of 
economy is being refleeted through the growth of comptrollership 


and verformanes budreting techniques in the cervices. 
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Comptrollership, or financial management, has been develancd 
as @ funetion which aids and advises commend in the efficient ex 
ployment of resourees, A Department of Defense manual due for 
distribution in the near future stetes 1¢ in this way? 


4 financial menagement system sghovld not only be useful to 
command but should also provide assurance that limited ree 
sourees will be utilized most effectively in terms of national 
policy, A major problem is that of attaining harmonious 
balance between the normel commercial concent of management 
with profit incentives and emphasis unon efficiency and 
economy, om the one hang, and the military concent of Logistic 
adequacy, on the other, 


In ¢oping with the problems of financial management, the comn- 


troller will need to seek full cooperation of onerational and 


staff personnel toward development of attitudes in which @ spirit 


er 


of economy will thrive, Comptrollership, in its broad sense, is 
not restricted to the work of the comptroller or his staff, The 
commander of any military organisation must himself set the exe 
ample and policy which will permeate his command; his staff compe 
troller coordinates the mechanics of the function. Eaeh person 

| in a commend must be taught that he is himself a comptroller of 
sorts and that he has an individual resnonelbility for carrying 
ent his phase of the econmender's economy policy. It is emphasized 
that this responsibility is reflected through tre ehain of conmand 
The commander must hold his command assistants resnonsible for 
effecting economic use of resourees, He will use his staff compe 


troller as a eatalysat and coordinator in the effort, 
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In developing the climate in which conptrollership aed 





Will thrive, there must be more than the mere inetitution of mechan 
ieal systems, There aust be edueation, I¢ is the comptroller who 


must lead the way, That ne has & vested interest in materials and 





manpower as well as their coamon denominstor, money, will not be 
~—@Gsily understocd by operators. But it must be made clear that 
Gonptrollership 1s not merely record=keening, It is the active 
search, wherever necessary, for the most efficient and economical 
means for running a camamand with due consideration for operational 
| comuitments anc morale, Only by utilizing @ welleconceived educa} 
tional (or salesmanship) program will such a conptrollershin con- 
gept be accepted ina spirit of harmony and coenperation. If we 
ean educate toward the Ideal thet each man has a share in the 
comptrollership function, we shall go far in the development of 
optinum utilisation of resources, 

Another important Yacet of the comptrollership attitude 
lies in the field of public relations, Since national security is 
a service provided to civilians in eonsideration of their welfare, 
the publie attitude muct be kept before us, To receive the con» 
tinued supnrort and confidence of taxpayers ani Congress in our 
endeavors, they must be convinced that we are accomplishing the 
most with the resources availapie to us, They must also feel that 
we have their interest at heart, Here egain the comptrellershin 
funetion is a key factor, By developing and practicing the 
economy expected of us, the imoregsions cast upon the public mind 


are most apt to be desirable, iIncreaced backing and respect for 
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tne military shomld be the natural result. Still a further exten 
Sion of the public relations job is the ecomptroller's position as 
collector and disseminator of faets, Information provided by a 
comptroller can be of great significanes in associations of eon 
mnanders with eitizen groups, Factual information concerning 
watehfulness over the texpayer's dollar is always well reeeived 
by Rotarians or any otner local group in day=toeday contaet with 

) @ military organization, The rewards of favorable impressions 


are abundant, 
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CHAPTTR VIII 
COMOLUGT ON 


in accomplishing any wajor objective, 1t is highly neces- 
sarv te have both the machinery and the stsport for that machinery 
if we are to aghieve any sutstanding suecess in our venture, So 
it is with the philosophy of economy in defense, It is probable 
thet most of us have given a creat deal of Lineserviee and «4 
modicum of effort toward achieving real economy in the services, 
Pinaneial management, however, is an inereasingly important field 
in the armed forees, and the doctrines of comntrollershin are 
spreading rapidly through many sectors of service activity. At 
present, the field of comptrollershin is our basic machinery for 
bringing s>out economy, 1t is the weapon with which we join the 
encounter with waste, But just as in the Korean oar where we had 
the machinery but not the suprert of the various nations involved 
to unify Korea, go coaptrollershiy activities can bring about only 
partial accomplishwents in economy, To support the machinery, we 
Should develop a proper attitude of mind, As many officers as 
possible should be sufficiently indoctrinated to acquaint thers 
with their places in the poticna] (as well as militery) effort and 


te gupnort the concepts of economy and sacareity of resources. 


| Wental attitude is half our battle, 


| 
Education of our officers need not follov a fornal pattertiy 
It should perhaps follow an approved outline from central authority, 


but the actual inetruction ceuld be given as a series of Lectures 


| (possibly reeurring) om a local level, Comntroliers, if chosen 
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for qualities of perspective and breadth of information, would be 
Logies). instructors in many arerss, The economy cffieer in fleet 
units might be the appropriate officer, In any case, education 
should hve the support of the officer in command, se carried ont 
by broad-guage personnel, and should utilize material at least as 
{broad in scope as envisioned in previous chapters of this paper, 
At oresent the term economy hag the rather perverted ¢onnctation 
ef reduction in force, & sort of starvation with attendant tribue 
lations, Its meaning should be breadened to indicate not only 
jeffielency cut prevision of assets not now available through 
savings in rosourcea now expended without sisnifiecant profit, By 


enlightening personnel concerning the relative importance of other 





phases of naticnal endvavor, such broadening may be at Least in 
part accomplished, 

Not least in our comsi¢erations should be sur efforts in 
public relations, Most often the practice of good public relati 
4s @ subtle thing, ‘Ye are all well acquainted with the usuel 
forms of public relations functions « press releases, Asnoclations 
with fleet reserve organizations, veterans groups, Soy scouts, 
ete; but the greatest field lies in creating such impressions in 
the minds of those within the service thet they carry the best of 
dmprezsions back to the eivilian taxpayer. The confidence and 
support of Congress an?d the publie can beet Se wen by denonstrate 
ing that we are giving them the best pessible firepover while 


imposing on them the lowest necessary level of tax levies. 
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Any seheme for improving economy needs the best of leader- 
ship for suceess. Responsible positions must be eoveted enougn 
to require strong efforts to attain them, Though we probably will 
encounter & considerable amount of mediocrity in a defence estabe 
lishment of the present size, we sneuld take particular pains to 
counteract this shorteoming by filling our more responsible 
Leadership billets on a highly seleetive basis, Stability of 
gool leadershin would mot omly strengthen our morale but might 
eorrect 4 consider@ebie number of wneconamic practices now 
prevalent, 

There has been no intent in this parner to be derogatory 
toward establiehed institutions or to impugn the motives ef pere 
sonnel, On the other hand, the writer has reeognized certain 
reguirements for the advancement of our efforts toward maxinun 
efficiency. Much has already been done, end gradual prozress 
will continue whether or not all requirements are met. It is 
honed, however, that thse concepts expressed herein will provide 
encueh mental stimulus to accelerate cur slready relling motion 


toward optimum economy. 
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